


A ANOKA COUNTY IT COMMITTEE INFORMATIONAL ITEM

July 19, 2022

INFORMATION TECHNOLOGY DEPARTMENT

ACTION REQUESTED

Susan Vreeland, Director of Information Technology, is requesting the IT
Committee consider, for informational purposes, an overview of the
Emocha Mobile Health Direct Observed Therapy (DOT) program.

BACKGROUND

The Public Health Department’s Disease Prevention and Control unit (DPC)
is in need of a technology solution to administer the County’s DOT program
for the treatment of tuberculosis patients. They are currently using two
solutions: Vidyo, as provided by the Minnesota Department of Human
Services and is used for real-time DOT therapy, and the County’s Axway
SecureTransport portal.

The department has found our current platforms are not as intuitive as
required and, thus need considerable training with the patients, many of
whom struggle with the technology and for whom English is a second
language.

SOLUTIONS

Hennepin County Public Health shared with Anoka County DPC the Emocha
platform —a dedicated direct observed therapy platform available in multiple
languages, hosted in the cloud, and with a fully supported mobile application
for iOS and Andriod.

Given the unique requirements presented by DPC, Public Health has
provided the necessary justification for this project to have a sole source
provider, Emocha Mobile Health. Purchasing provided and the vendor
accepted all Federal contract clauses. There my be opportunities for Federal
funding reimbursement.

CONCLUSION

Replace the two current solutions: Vidyo and Axway SecureTransport with
the proposed solution of the hosted Emocha Mobile Health Direct
Observed Therapy (DOT) program.

RECOMMENDATIONS

There is no recommendation at this time. IT will continue to work with
Public Health Department’s Disease Prevention and Control on vetting the
technology and negotiating an agreement.
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2023 BUDGET STORY

Our Planning Process

« The budget preparation process is a continual project through the calendar
year as we prepare for the following years’ budget window. This is required
based on industry changes and business requirements / new initiatives that
are recommended or requested to support the County’s mission.

« Examples in our current analysis include:

« Shifts in technology acquisitions (e.g., one-time versus subscription-
based investments).

« Supply chain issues.

 Staffing challenges. 202
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2023 BUDGET STORY

Budget Highlights

Overall, our budget is remaining static with three significant exceptions;
maintenance, allocations, and personnel.

In the past, maintenance costs were budgeted on an annual basis.

 These costs could fluctuate hundreds to thousands of dollars based on
what is renewing and when, making budgeting difficult.

In 2021, IT worked with Finance to create a new methodology for budgeting
for these maintenance costs.

This new methodology removed the fluctuation and allowed for a more

stable, consistent budget number. 202
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MAINTENANCE COSTS STRATEGIC
PLAN

Maintenance Methodology

e Maintenance costs are averaged over 3 years. This is the amount
budgeted.
 If the budgeted amount is higher than expenditures, the amount
will carryforward.
 If the budgeted amount is less than expenditures, prior year
carryforward will be used.
« These funds should cover the annual ebbs and flows of the
maintenance costs.

maintenance savings from 2022. BUDGE

« 2023 Maintenance cost increase is $134,137 and will be covered with 202
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PERSONNEL STRATEGIC PLAN

Personnel

« While we will continue to explore present and future opportunities, we
have come to the realization that we need to request an increase in our
current FTE compliment to:

 Increase resources necessary for securing the County’s network and
information.

« Support the existing technology stack.

« Implement and support security projects and initiatives within
required timelines.

202
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PERSONNEL STRATEGIC PLAN

Additional Position — Senior Security Engineer

This role will need to be involved in many IT initiatives, as well as the
cybersecurity side of our technology to include:

* Providing additional support in the day-to-day efforts of managing our
cyber security strategy and efforts.

* Providing advanced technical remediation in the event of an incident.

« Continue to expand our relationship with external cyber prevention
partners.

« Exploring opportunities to further protect our critical data and

Infrastructure. 202
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PERSONNEL STRATEGIC PLAN

Staff Augmentation

* The Senior Application Developer is being restructured into a Supervisor
position to provide leadership and supervisory oversight of the day-to-day
activities of the application development team.

* The Telecommunications Engineer will be restructured to a Senior position
due to the increased complexity of our Unified Communications
environment and all the integrations we are required to work with daily.

Currently, we have only one person who supports this platform.
202
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PERSONNEL STRATEGIC PLAN

Staff Augmentation (continued)

» We are also planning for the reclassification of 3 entry level technical
positions to roles that would better accommodate the need for a deeper
technology skillset.

 Total for all staff augmentation changes is $64,594.

202
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ALLOCATION STRATEGIC PLAN

Allocations

All county allocations were reviewed and adjusted to reflect County needs.
Inflation is the primary reason for the majority of the increases.

 Highlights of non-inflation changes:

* Insurance Allocation — the allocation was increased for all departments.
In addition, and new to 2023, departments pay a share of the County’s
cyber insurance policy.

 PC Replacement (CRP) — for budget year 2022, the fund only required
an allocation of 25% to accommodate anticipated expenses. For 2023
we will need to return to an allocation of 100% for required

. 202
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ALLOCATION STRATEGIC PLAN

Other Allocation Adjustments

Allocation 2023 Budget
Increase
Insurance cost increase $15,793
PC replacement increase $34,197
*IT Allocation change $96,446
Various shifts in other allocations $11,183
Total Change $157,619

*IT Allocation is calculated at $3,700 per computer. Due to the pandemic, some
employees had two computers during the inventory time period in 2021. Inventory 292
has decreased 163 as counts are being updated. BUDGET
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BUDGET TRENDS

2022
Adopted
2019 Actual | 2020 Actual | 2021 Actual Budget

Revenue $0 $0 $0 $0

Expenditures

Personnel Costs $7,061,742  $7,082,352  $7,429,175  $7,723,248
Other Costs $2,401,192  $1,953,255 $2,363,437 $2,507,254
Total Expenditures $9,462,934  $9,035,607  $9,792,612 $10,230,502
*Intra-County & Allocations ($4,122,753) ($3,873,251) ($5,011,325) ($4,273,587)
Net County Share $5,340,181  $5,162,356  $4,781,287  $5,956,915
Personnel % of Expenditures 74.62 78.38 75.87 75.55
*Note: A portion of Records Services staff and expenses are reimbursed by Human BEDK%ET

Services. E911 funds cover hours dedicated to 911 for technology support.



BUDGET REQUEST

2021 2022 2023
Adopted Budget | Adopted Budget | Requested Budget

Expenditures

Personnel Costs $7,429,175
Other Costs $2,363,437
Total Expenditures $9,792,612
Intra-County & Allocations ($5,011,325)
Net County Share $4,781,287

Budgeted Expense Increase
Budgeted Expense Percentage

Personnel % of Expenditures 75.87%
FTE Count 66.6

$7,723,248
$2,507,254
$10,230,502

($4,273,587)
$5,956,915

$437,890
4.5%

75.55%
68.6*

$8,110,041
$2,654,333
$10,764,374

($4,254,382)
$6,509,992

$533,872
5.2%

75.34% 202
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*Note: The Board approved 2 additional FTE- Sr Network Engineer and Sr Security Engineer



BUDGET FUNDING SOURCES

Allocations
$4,254,382
40%

Net County Share
$6,509,992
60%

202%
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PERSONNEL CHALLENGES

Open Positions
A concerted effort is being made to meet staffing requirements.

» This process is time consuming and detracts from other management
responsibilities.

* Not all positions are currently posted.
 Certain positions are dependent on other positions being filled.
« Restructuring of positions to better support future departmental needs.
« 11 positions have been posted in 2022.
« Two were posted more than once.
» Six were posted three times or more. 2072

» . . BUDGET
* Positions remain unfilled for months. s KEY,



PERSONNEL CHALLENGES

Recruiting Talent

« We have lowered our minimum qualifications in an effort to expand our
applicant pool.

« As aresult, we are encountering a lack of overall experience at the
technical level our positions demand.

« Qutside of these efforts, we are not attracting applicants. In most cases,
there are few applicants and even fewer that are gualified.

* For example, in March 2020 we received 99 applications for a single
position. For that same position in May 2022, we received 11.

« For the Senior Security Engineer posting zero applicants applied. 202
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PERSONNEL CHALLENGES

Salaries

« Applicants applying are not the caliber we would like. When we receive
quality applicants, their salary requirements well exceed the County’s salary
schedule.

« Applicants that are willing to accept the salary available are often under
gualified.

* Most new hires, especially with the more skilled positions, take a significant
salary reduction to work at the County.

« We are finding that other Counties and Cities are out-bidding our salary
offers.

« Qur salaries are not competitive within the market. This appears 202

. BUDGE
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PERSONNEL CHALLENGES

Salaries

 In multiple cases, we made offers to qualified applicants. They initially
accepted the offer, then reneged prior to their start date.

* |[n one case, the individual accepted a position at another
organization at $8.50/hour more than our offer.

* |n a second case, the individual received a counteroffer from their
current employer for $45,000 above what the County presented.

 Applicant was offered $95,057, 3 quartile.
202
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PERSONNEL CHALLENGES

Attrition

* Inthe last 2 years, 4 employees have left IT due to interdepartmental transfers.

« While it may have been beneficial for the employee to remain within the
County, the situation negativity affected ITs workload.

* People are looking for opportunities for more focused positions in other
departments.

» Retirements have become a greater concern.
« 44% of IT technical staff are eligible for retirement. (26 employees)
« We anticipate the attrition trend to continue.

Due to the circumstances described, IT is attempting to act strategically, yet find

ourselves only capable of reacting just to keep our heads above water. This is 282

not a sustainable situation. BUDGET
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IMPACT OF LIMITED STAFF RESOURCES

Team members are covering multiple jobs.

Projects take longer to complete because staff have too many high
priority tasks that don’t allow them to complete projects 100%.

Losing some of our existing staff due to burnout is a major concern.
Staff are aware that other organizations are paying higher salaries.
Customers are not receiving the quality of service that was previously
delivered.
Time consuming to recruit talent.
202
BUDGET
s KEY,

* Interviewing, application review, onboarding and training.



PERSONNEL LEVEL HISTORY

2023

Department FTEs 66.6 66.6 68.6
Additional FTEs 0 2 1
FTE Totals 66.6 68.6 69.6
Personnel Employed 58.6 57.6 N/A
Personnel Departing IT
Interdepartmental Transfer 2 2 N/A
Retirement 4 2 N/A
Resignation 2 1 N/A
Positions in transition 0 6 N/A 292
Deficit 8 11 BUDGET
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BUDGET REQUEST

2021 2022 2023
Adopted Budget | Adopted Budget | Requested Budget

Expenditures

Personnel Costs $7,429,175 $7,723,248 $8,110,041
Other Costs $2,363,437 $2,507,254 $2,654,333
Total Expenditures $9,792,612 $10,230,502 $10,764,374

Intra-County & Allocations

Net County Share $4,781,287 $5,956,915 $6,509,992

Budgeted Expense Increase $437,890 $533,872

Budgeted Expense Percentage 4.5% 5.2%

Personnel % of Expenditures 75.87% 75.55% 75.34% 292

FTE Count 66.6 68.6* 69.6 BUDGET
s KEY|

($5,011,325)

($4,273,587)

($4,254,382)

*Note: The Board approved 2 additional FTE- Sr Network Engineer and Sr Security Engineer



BUDGET REQUEST

| ooz 2022 2023

Personnel Requests
New Positions 2022 — 2 FTE, 2023 -1 FTE
Reclasses

TOTAL PERSONNEL FUNDING

Enterprise Technology Commitments
SaaS/Hardware Budget
TOTAL TECHOLOGY FUNDING

Other Budget Recommendations
Allocation Changes
Miscellaneous Budget Changes
Potential Microsoft Upgrade

TOTAL OTHER RECOMMENDATIONS

TOTAL BUDGET INCREASE

$534,676

$534,676

$534,676

$244,744
$69,204
$313,948

$420,174
$437,641
$857,815

$0
$39,202
$90,000

$129,202

$1,300,965

$126,160
$64,594
$190,754

$0
$134,137
$134,137

$157,619
$51,362
$0

$208,981

$533,872

202
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